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Reflections on A/;ency 




, „ iho President lias recently called for an increase in productivity 

T J ; n &OTc rnment asencico. Directives have been issued to this end, e.g., 
^r ea l° f thc BudGG ^ Circular A -kh. This objective requires continued 
c Loen ^ JOn work efficiency and the management of resources by all 
agencies oi Oovermcnt# Wliat does this mean to CIA? : 1 

hv +ll f f h n-‘?’ r f t racetin S 't hG President’s call was the agreement 

nnn -n " ilac J or J; 0 ^} ce a cut ia budgeted funds for personnel of about 
one percent in FY 1964. Or put otherwise, the Agency has agreed that 

~,“ CS - in Pf? ductlv ity, it will be possible to get along 
0 , tan ori Cinally requested. This decision represents nn 

agree s ive confrontation by the Agency of thc challenge of produc-i vtty 
m oho lace of increasing workloads. " J 

Also thc Agency has accepted a total budget figure more than six 
percent lower than requested, while at the same time adding programs of 
Mo3.de ruble magnitude for research and development, communications and 
..pancion oi propaganda facilities. In order to do this the Agency has 
•v... bhdravn moso oi its fund request for replenishing the Reserve for 
'in°fw? Cie n' That Reserve is now being maintained at a minimum vork- 

ln S i.T To,V l r? r PUb oche ™ lsc > vc have a scd it for capital investment 
in iT l,o4 for our regular programs. The Agency cushion - its contingency 

i ng°rc source^ " ^° eS n0t encoura ^ G failures in maximum use of exist - 

This situation is not as ominous as it may sound. The Agency 
budget continues to have considerable flexibility. 

(a) ihere is head-room built in for the promotion of our 
personnel, although with the one percent productivity cut it 

™™rHn™ 0 S aSlnEl ?'- mimil0t0ry that lre euard ° Gainst todiscrlnlmte 
upgradings or promotions. t 

flexibility exists in approved levels of projects. 

Historical analysis on a project-by-project basis reflects con- 
Bidcrablc underspending in many projects against which funds in the 
budget were justified. These surpluses, year after year, have 
permitted reprogramming and absorption of new projects. 
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ldcn LL ^ Lso exlstG to thG extent we arc able to 

b torS ^ Qn 7 functions whlch are questionable in 

and f ? S !; Zt is 1x1 this area that the Comptroller 

and Deputies must continue to take a hard management look in 

SrirL^^ “T?"’ 0 «*«•«* ^ “lesser 

priority activity. In doing so it is also reasonable to prolect 
a percentage increase in productivity. P J 

What of the matter of productivity stimulus? What of the nuer-Mnr. 
o measurement quail tively and quanta! ively of our efforts? uhn+ 0 -u a 
can be developed by the Agency management to allocate and reallocate on*^ & 

?oad"bo^ E 0 ^ i° taEUrC „r“ 

a r otween and amon S Deputy Directorates on a priority basis? Or -mt 

otherwise, how do we distinguish in priority between radios eLiorsS 

external research, PSD production of current intelligence *etc etc * 

;j°w con we insure flexibility in use of personal, spfee Sid mierS?* 

work ? h °uha h mo ? lan i smo for those valuG Judgements^bQ directed to 1? 
ISTlnlSCS.'SSS? “ d 3003 Agency Comptroller 

\ 

priori tv i«°St ^ BeS82ne J t f *&ency activities and the choice of 
volves an Agen cy orientation’- 2 SitSe Sh^S^e^me^hf " 

performance and productivity by supervisors, ^d ^t WrtLf Jt ^n* 

mSltoa^activitv^f?^^ 111 ® d f/ islons deluding the steddin^ of 
or g Inal activity, relocation and/or separation of personnel. 

These involvements return us again to ask -- What machinerv -Pnr 
measurement is available? The answer rests primarily in the budget and 
programming process and a strong central dlrectim of theae^SsS. 

J 1 * 10 mechanisms are the Executive Committee, the Financial Pol-I^v 

the StLs°Zd\ t Seh^t,JS ptl ?i llcr q'”' i th0 Iranual taaset roriw 

bodies. d thl staffs * ® lcGe forums provide the Judgement 

<V' ! A ”(* 
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+>1<e 1110 prob ?* ems facin G these bodies are many. In the context of 

So* XvS repoattas "^ oi? thoy 

. x lexibility in our resources «- inannover and fYmdr' fl 

against Agency needs, and creation of new and improved flexibilitv" 
within existing resources by abolishment of Tnargd ef SS 7 

ESTTr betTOcn “ d —« . 

S |“^Se S SSc^ the 

\° teal val ' ue Judgements of relative priorities Th-fvri -t„ + 

£r£‘ ,Be “ , 

priority. they have generally failed. This lack of success is ua^d + n 

“ r ?SrSi^r°^ E ° f , the tecIml9 ' to of -SSS 

' ° !f!?' !? r ° been extcnial Pressures which have disallowed - 

vl \ ich W have been desirable from an Agency 
point of view. These external pressures will always be with us. 7 

our attitudes S Qm iTiT ^ help sharpen our tools and modify - 
ouixuacs can bo learned from the recent hnld -H-i/* " 

plcT'cntetior, In the FY 19ft budget. Thin tald-toc-ltae^eoSion^r? 1 ' 

afttc E Lf?cvci e S 1 L°S I l I 96f °s AB T y buasetln « lts P**srai 
Divirion «5 +w us in FY 1963. Subsequent analysis by the Budget 

srS “ sssr^TL a sssss^ snzsr" 

aorosc CoSScl^S^I^ To “E" 1 

Snector.fSfSe^L 1 " 1" response to Se 
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In a paper such as this, little more than generalization can "be 
made. One opens themselves to the charge of "being "academic". But 
we must recognize the challenge to us of the President’s directive. 

We must take positive steps to meet it head on. In other words we 
must do better. Insofar as a system can help, the present proposals 
for program review hold much promise. They should get full support 
at the top. If these review procedures are coupled with concentrated 
attention over the next two years to a program and performance analysis 
by each Deputy Director, by the Comptroller and by the Financial Policy 
and Budget Committee taking on the Agency view, real progress can and 
should be made. 

While apples, espionage, lemons and airplanes sure not altogether 
compatible there ore some proven approaches to performance and program 
analysis. They involve the following steps --the mechanisms for the 
applications of which are in existence, especially as reflected by the 
Financial Policy and Budget Committee responsibility; 

(a) Identify and comprehend the end for which the program 
or project is justified, i.e. philosophical basis and objective 
to be attained. Record this. 

(b) Review existing programs or projects to this end and 
the techniques to be used to accomplish objectives. 

(c) Evaluate need for the program or project against use of 
resources in other ways and against its contribution to the Agency 
mission. 


(d) Review activities of the programs or projects in relation 
to objectives end recommend and/or make necessary adjustments as 
necessary in order to increase efficiency and productivity. 


(e) Evaluate organizational groupings in relation to program 
objectives,' interrelated activities, and decision-making require- 
ments. 

(f) Evaluate staffing requirements. 


(g) Evaluate adequacy or inadequacy of facilities, training, 
support, etc., for the program. 

(h) Evaluate finance, both revenue and requirements of the 
project. 
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(i) Evaluate the reporting required. 


Step (a) constitutes the ends, the remainder the means successively 
and in sequential order. 

In this context the general conclusions of the Agency task force 
on manpower are apropos. ' 


(a) More time and effort to selecting activities to be under- 
taken by the Agency. 

(b) Evaluate programs and activities more vigorously - detemihe 
which projects to abandon or reduce, and which to expand. 


(c) A much higher degree of selectivity is essential . 

(d) CIA should resist taking over new functions which can 
properly be performed by other agencies unless we have a real 
obligation to do so, and unless appropriate provisions are made 
for sharing the burden in a budgeting and manpower sense. 


(e) Some objective authority on behalf of the DCI should 
" question ” the components utilization of their resources. 


(f) A significant number of activities could be reduced in 
scope or eliminated without damage to the national interest# The 
Agency should concentrate on those clearly important activities 
ihat li Is uniquely qualified to conduct# 


2^X1 A 


10 January 1963 
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